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An AICPA publication for the local firm
GROWTH THROUGH INTERNATIONAL AFFILIATION
Four years ago our firm joined an international as­
sociation of independent medium-sized accounting 
firms which has since grown to 34 firms in 22 coun­
tries, including seven member firms in the United 
States. Our primary motive for affiliating with this 
international group was concern over the need to 
associate with independent firms in other states and 
countries in order to assist our clients who require 
tax or accounting services in geographical locations 
far removed from our normal service area. Pre­
viously, we had our clients engage one of the multi­
national firms and we became concerned that a 
client would succumb to invitations by those firms 
to deal with “just one firm" worldwide for all its 
needs. It was a significant threat because it is our 
major clients who are involved in such far-ranging 
activities.
Another purpose in joining was that since 1977 
there has been a significant increase in our practice 
of servicing international clients. Most of these are 
investors seeking real estate opportunities in the 
burgeoning Southern California market, but others 
are businessmen establishing manufacturing, 
wholesale and retail operations similar to or in con­
junction with their businesses overseas. We became 
proficient in the structuring of these new organiza­
tions, taking into account the international aspect of 
these clients’ affairs. We believed that the affiliation 
with an international group of accountants would 
further assist us in handling this influx of new inter­
national clients with regard to accounting and tax 
matters.
The organizational format of the association is as 
follows:
□ An executive committee composed of five 
members (only one of which is allowed to be 
from the United States) meets four times a year 
to consider new members and otherwise ad­
minister the organization.
□ The general membership has an annual two- 
day meeting to review the prior year’s activity, 
plan for the future and engage in both inter­
national practice management and technical 
issues.
□ Once a year, between annual general meetings, 
the North American members meet to discuss 
matters pertinent to that area, and the Ger- 
man-speaking countries have a similar annual 
meeting. As the organization grows, other geo­
graphical or naturally affiliated groups will 
presumably have such meetings to discuss 
management and technical subjects of mutual 
interest.
Currently, committees have been formed consist­
ing of members from various locations throughout 
the world. The committees report either by a posi­
tion paper during the year or at the annual meeting 
covering such diverse subjects as long-range plan­
ning, promotion and public relations, practice man­
agement problems, and the use of data-processing 
systems by medium-sized accounting firms.
The financial format under which the organiza­
tion operates is as follows:
□ Each member firm pays an initiation fee upon 
acceptance.
□ All members pay the same amount of annual 
dues, regardless of the size of firm or its gross 
revenues.
□ A small percentage of the fees collected from 
clients referred by other member firms is paid 
to the organization as additional dues.
It should be understood that this organization is 
not a partnership or other separate professional en-
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tity. Each member firm carries its practice as a 
separate unit completely independent of all other 
firms. This is an administrative organization of 
which all firms are members. It receives the fees 
referred to above to cover budgeted expenses and is 
operated on a nonprofit basis.
There is a requirement, subject to the clients ac­
ceptance, that all member firms must first refer 
clients to the member in the geographical area in 
which the client will be operating. Neither party is 
bound by the referral.
Our experience as a member has been most re­
warding. We have had the opportunity to meet and 
exchange views with the other member firms and 
have found that, generally, the management of the 
practices is similar in areas ranging from personnel 
to collection of fees. We have been able to exchange 
views on the methods employed to generate new 
business from international clients beyond the nor­
mal attorney and client referrals. For example, one 
member firm cultivated foreign trade commissions 
and chambers of commerce officials; whereas mem­
bers of another firm have traveled to Europe to at­
tend or speak at local meetings of industrialists who 
are planning to or already have United States oper­
ating entities. One U.S. member is planning to open 
a small branch in a West German city, which will be 
facilitated by the local member firm providing 
shared office space for this endeavor.
The clients that we have referred to other mem­
bers have been very satisfied with the quality of 
work performed. They also had the comfort and 
convenience of knowing that, though in a strange 
environment, they would receive reliable referrals 
to attorneys, bankers and others.
Over the past few years many referrals have been 
made to the member firms in the United States. This 
was due to the generally unsettled conditions in the 
rest of the world and the natural tendency of suc­
cessful entrepreneurs to establish a presence in the 
United States.
Our firm correctly anticipated that the U.S. mem­
ber firms would be the recipient of more business 
than they might refer to colleagues overseas. We 
were concerned that this would not be perceived as 
fair by the non-U.S. members, which might result in 
a weakening of the organization. On the contrary, 
the non-U.S. members also realized that this con­
dition would exist, but were grateful for the oppor­
tunity to retain control of their multinational 
clients. This is achieved by having colleagues to 
whom they can refer their clients with the utmost of 
confidence.
Our clients are impressed with the directory of 
members published by the group. It has been a most 
useful tool in conferences with potential clients, 
discussions with attorneys and bankers, and even 
with existing clients. In addition to the organiza­
tions directory, each member firm furnishes all 
other members with firm resumes or brochures 
specifying the nature and scope of services offered 
and industries represented. The international affil­
iation is referred to on our business letterhead 
which has also generated favorable response.
There are many international organizations such 
as the one to which we belong. As a result of our 
experience, our firm is a strong proponent of such 
groups. It is certainly an avenue which all small and 
medium-sized local and regional firms should 
consider.
—by Irving Codron, CPA 
Beverly Hills, California
Movers and Shakers
According to a report in the publication Zoo Idea 
Pack, “peak performers"—the movers and shakers
— are generally
□ Energetic and healthy, don’t smoke, exercise 
regularly and eat mostly fruit and nuts.
□ Self-confident, well-adjusted and like meeting 
people.
□ Not workaholics, maintain flexible work 
schedules and like to commune with nature.
□ Well-organized, write out and update personal 
goals and use psychological advisers.
Now that you know the rules, there’s nothing stop­
ping you.
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Letters to the Editor
Individual tax-return workpaper filing system
I enjoy the hints in the Practicing CPA, and Mr. 
Daniels article on color-coded workpaper files, in 
the August issue, inspired me to share my individual 
tax return workpaper filing system. Over the years, I 
have noticed that even firms which are very proud of 
their workpaper standards tend, nonetheless, to 
have terrible tax files—especially for individuals. 
After years of experimenting, I have finally settled 
on a standard workpaper technique which I think 
other practitioners might find useful.
Every one of my individual tax files is organized 
the same way so I can always find what I want 
quickly. The files include: federal return, state 
return, tax docket, letter of transmittal and in­
struction sheets, diagnostic review from computer 
service bureau, service bureau input, workpapers, 
systemizer, and research, extensions and estimates 
(all with tabbed dividers).
The workpaper referencing system is probably 
the most important aspect of the program. The 
workpapers are referenced to correspond to the 
form numbers of the tax preparation computer ser­
vice bureau. For example, three pages of work­
papers pertaining to the service bureaus form 5 
would be referenced 5-1, 5-2, 5-3. The service bu­
reau’s forms become, therefore, an automatic lead 
sheet for the workpapers. Where data going to dif­
ferent service bureau forms is carried from a single 
workpaper, I reference the workpaper to the princi­
pal "lead sheet” and make cross-references in the 
margin of the workpaper and on the service bureau 
form.
The beauty of this system is that, while it is com­
prehensive enough for the most complex returns, it 
doesn’t add red tape to the organization of very 
simple tax files. This uniformity makes it easy for 
staff and partners to review files or capture specific 
data without leafing through the entire file. Post­
return activity (amended returns, RARs, etc.) is 
bound on top of the original return, with a tabbed 
divider, so the original return can be accessed 
quickly. I tend to use a new file every year, so esti­
mates are filed in the following year’s return.
-Robert A. Ortalda, Jr., CPA 
San Francisco, California
Filing System for Client Information
Before opening my own practice, I worked for a 
large firm that engaged in numerous mergers and 
also for a local firm. As a result of this experience, I 
have been exposed to several different filing systems 
that suit the needs of various CPA firms. I attach a 
description of my present filing system, both in re­
sponse to your request for additional practice man­
agement ideas and, also, because I believe it best 
suits the needs of a small practice.
The basic division of the filing system is work­
paper, tax, special and permanent files. The first 
three are manila folders with an end cut and bound 
inside so that they read like a book. The permanent 
file is a classification folder style with four sections.
All folders are fully described on the end tab by 
the use of color-coded stickers. At the bottom of the 
folders are three color-coded letters which corre­
spond to the first three letters of the client’s name. 
Then there is a long tab containing the client’s full 
name and, if necessary, an additional description of 
the contents of the file. Next, there is a color-coded 
tab marked W., T. or S., depending on whether it is a 
workpaper, tax or special file, and lastly, a color- 
coded tab indicating the year to which the file 
relates.
Each file folder contains no more than one year’s 
information. If a single file becomes too bulky to 
contain all the information for a given year, the 
information is then subdivided logically. For exam­
ple, all the income tax returns for a particular year 
would be in one file and another file might contain 
all the payroll tax returns.
Special files are created for any singular project 
that generally is not repetitive. Special files are 
often used for such things as a purchase or sale of a 
business, MAS projects or extensive Internal Reve­
nue Service audits. Also, if a particular section of the 
permanent file becomes too bulky, a special file is 
created.
The permanent files are divided into four sec­
tions. The first one is for historical information 
which would include incorporation papers, min­
utes, the client data information sheet, subchapter S 
elections, etc. The second section includes copies of 
any agreements, contracts, loans and other legal 
documents. The third contains accounting system 
documentation, such as chart of accounts, forms 
and internal control documentation. Carry forward 
workpapers such as depreciation schedules, loan 
amortization schedules, stock basis for subchapter 
S corporations and similar items are filed in the 
fourth section.
The significant advantages of this filing system 
are the easy purging of old files to inactive storage, 
and the ease with which misfiled folders are located. 
Also, only the files one wants need be pulled, not all 
files relating to a client, and only one type of folder 
need be purchased for all types of files, thus reduc­
ing cost. In addition, the basic system is flexible and 
can grow as clients grow.
—Christine A. Lauber, CPA
South Bend, Indiana
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Partner Differences
Any attempt to increase partner productivity must 
take into consideration that all partners are not 
created equal. Simply put, some partners have more 
ability than others. However, comparing abilities 
and determining who is productive or who is not is 
easier said than done. Ability in some practice 
areas—technical and promotional, for example, is 
easier to quantify than, say, skill in administration.
In most firms, promotional or practice develop­
ment activities are encouraged. Partners attend the 
types of social functions they are comfortable with, 
or join civic or professional organizations in capaci­
ties that suit their level of experience or skill. The 
contacts made, the referrals that develop and any 
business that results can easily be identified and 
credited to the partner responsible.
The development of administrative skills has not 
received the same level of encouragement in most 
firms. In fact, in the early days of our firm, nobody 
had much identifiable administrative ability, al­
though all the partners thought they should partici­
pate in that area.
Partner evaluation must be done frequently (at 
least twice yearly) to make sure the "season mood" 
does not create a false impression, and the evalua­
tion results must be communicated and discussed.
Quite often, the managing partner can see what is 
causing a problem and holding people back, and can 
point this out positively and constructively. Dis­
agreement over the evaluation results can be the 
first step toward improving productivity. You can 
talk about these problems and solve them.
So, what is a productive partner? You need to be 
able to determine who is productive in order to find 
a partners net worth to the firm. Productive part­
ners have assets consisting of high chargeable hours, 
have consistent practice development activities, are 
good delegators and skilled at staff motivation and 
organization, participate in firm activities and so 
on. To find this net worth, prepare a balance sheet 
on each partner—assets (like those above) minus 
liabilities (the lack of the above assets) equals net 
worth. In this net worth approach to increasing 
partner productivity, deficit situations (or prob­
lems) must be eliminated.
In their early years, most CPA firms are fraternal 
organizations where everyone shares everything. 
Then we become country clubs where everyone does 
his own thing with little or no accountability. Fi­
nally, we try to run ourselves as businesses. This is 
the aim of our net worth approach to evaluation. 
The steps you take for partner net worth expansion 
can be simple but the results can be most rewarding. 
Everyone must be comfortable with these steps,
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Survey for Compensation Impressions
Section A
Please circle the letter which best expresses your feelings 





1 All partners should receive a basic compen­
sation for being “on the job.” A B C D
2 Total hours worked should be an important 
factor in determining a partners com­
pensation. A B C D
3 Total billable hours should be an important 
factor in determining a partners com­
pensation. A B C D
4 Realization should be an important factor
in determining a partners compensation. A B C D
5 Number of years as a partner (May, Zima 
plus any predecessor firms) should be an 
important factor in determining a partner's 
compensation. A B C D
6 Number of years in public accounting 
should be an important factor in determin­
ing a partners compensation. A B C D
7 Number of years worked on all jobs should 
be an important factor in determining a 
partners compensation. A B C D
8 The experience and intangible attributes 
gained from the number of years as partner 
should be an important factor in determin­
ing a partners compensation. A B C D
9 If total hours worked becomes an impor­
tant factor in determining a partner's com­
pensation, the items included in total hours 
should be closely monitored. A B C D
10 Community activities should be an impor­
tant factor in determining a partner's com­
pensation only if they are effective. A B C D
11 Practice development efforts should be an 
important factor in determining a partner's 
compensation. A B C D
12 Practice development efforts should be an 
important factor in determining a partner's 
compensation only if additional fees are 
generated (new clients or additional ser­
vices for current clients). A B C D
13 Special skills should be recognized with ad­
ditional compensation. A B C D
14 Additional compensation should be a part
of the managing partners position. A B C D
15 Additional compensation should be a part
of the PICOLO position. A B C D
16 Additional compensation should be a part
of the Executive Committee position. A B C D
17 Additional compensation should be a part 
of a firm directors position. A B C D
5
18 All partners draws should be an equal per­
centage of their estimated total compensa­
tion for the year. A B C D
19 “Drawstring" partners should draw a 
higher percentage of estimated total com­
pensation than non-drawstring partners. A B C D
20 The drawstring concept should be con­
tinued, discontinued, altered (circle one).
21 Partners capital accounts should be related 
to total compensation with all amounts 
over a stated percent of compensation re­
classified as loans to be repaid on a pro rata 
basis as cash flow permits. A B C D
22 Whatever the basis used to determine 
stated capital requirements, all excess 
amounts should be reclassified as loans to 
be repaid on a pro rata basis as cash flow 
permits. A B C D
23 Whatever the basis used to determine 
stated capital requirements, partners 
should fully fund their required capital 
contribution or pay the firm interest on the 
shortage. A B C D
24 Interest paid on capital contributions 
should be based on cash basis capital, ac­
crual basis capital (circle one).
25 Each partner should receive a stated mini­
mum income. A B C D
26 If a stated minimum income for each part­
ner is adopted, the minimum should be 
(check one)
$30,000 - $35,000 
35,000 - 40,000 
40,000 - 45,000 
45,000 - 50,000 
50,000 - 55,000 
55,000 - 60,000 
More than 60,000 
27 The minimum draw for a partner should be 
(for purposes of this question ignore any 
policy related to AR, WIP, CUE manage­
ment)
$30,000 - $35,000 
35,000 - 40,000 
40,000 - 45,000 
45,000 - 50,000 
50,000 - 55,000 
55,000 - 60,000 
More than 60,000 
28 A profit center concept should be used in 
determining partners compensation (for 
example, partners’ income would be re­
lated to the net income per partner in a 
particular practice unit). A B C D
Section B
On a scale of 1 to 5 (one is lowest) grade the importance of 





D Management of AR, WIP, CUE 
E Total $ of work responsible for  
(as partner in charge of job)
F Exceptional technical expertise 
G Ability to supervise and train
H Management and administrative ability 
I Number of years as partner
J Number of years with May, Zima or  
predecessor firms
K Number of years worked
L Practice development efforts 
M Community involvement & image 
N Professional activities
List any additional items which you think should be a 
factor in determining a partner’s compensation and grade 
on a scale of 1 to 5 (one is lowest).
A _____________________________________  ______
B _____________________________________  ______
C _____________________________________  ______
D _____________________________________  ______
E _____________________________________  ______
List the following fringe benefits in the order of impor­
tance to you by placing a number from 1 to 12 beside each 
item with 1 being the least important. Add additional 
items that you think should be included. Place an X by 
those you think should not be considered.
A Medical insurance
B Life insurance
C Loss of income insurance 
D Vacation
E Sick leave
F CPE in excess of 40 hours per year 
G Travel insurance
H $ travel allowance for spouses to  
accompany on trips
I Country club (or similar club) membership 
J Stated $ practice development allowance 
K Tax deferred income
L Sabbatical leave with pay
List in order of importance (1 is lowest) the following 
categories of compensation (add additional items if you 
have items you want considered).
A Salary
B Income units
C Interest on capital
D Incentive pool
E Special distributions 
Section C
Please list below any other thoughts you may have on 
partners’ compensation.
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however, and you might find you are unable to elim­
inate some of the liabilities. Be realistic and decide 
what to do with gray area partners. Don’t ignore the 
obvious solutions, such as early retirement or vol­
untary withdrawal.
Since partners are not equal, their compensation 
must be tied to their productivity. There are many 
ways to do this, but regardless of the method you 
use, it always helps to find out each partners 
thoughts on compensation.
Just making enough income to compensate all 
partners is not the answer. In fact, it frequently 
covers up problems. The other side of the coin is that 
the bigger the income pool, the bigger chance you 
have of distributing it incorrectly. The partners 
should be thought of as a pool of talent which, when 
coordinated properly, becomes a force for bottom­
line results. And bottom-line results are real growth.
—by Donald P. Zima, CPA 
Atlanta, Georgia
Questions for the Speaker
One of the questions put to the panel at an AICPA 
management of an accounting practice conference 
last year concerned the need for local accounting 
firms to have staff classifications. Some practi­
tioners believe that there are negative as well as 
positive ramifications to classification, and that per­
haps the classifications typically used are too broad. 
Despite this, all the practitioners we questioned be­
lieve they are necessary.
Robert L. Israeloff, a Valley Stream, New York 
practitioner says, “We had much debate on this 
one.” The firm installed a classification and promo­
tion system a number of years ago and Mr. Israeloff 
says there is no question that it provides motivation 
for staff and allows recognition of people who are 
doing well. But there are negative factors for a local 
firm too. These could include having a person who 
has advanced to the next level suddenly not wanting 
to do lower-level work despite the fact that a local 
firm might not have enough work at the higher level 
to keep the individual 100 percent occupied. Also, 
Mr. Israeloff has found that lack of advancement to a 
higher level can cause resentment among the staff 
members a local firm would like to retain.
A Livingston, New Jersey practitioner, Daniel S. 
Goldberg, responds, "We definitely believe that lo­
cal firms should have staff classifications. Prior to 
adopting classifications, our staff did not know 
where anyone stood. A promotion from staff assis­
tant to senior level is now meaningful and a status 
symbol. The change definitely improved staff 
morale."
Jerrell A. Atkinson, an Albuquerque, New Mexico 
CPA, thinks that classifications are important both 
within and outside the firm when there are more 
than three or four staff members. He says that staff 
accountants can readily identify with their own lev­
els and with their supervisors levels. He also consid­
ers it important for clients to understand how a CPA 
firm is organized, and how different levels of work 
are performed by staff with the appropriate level of 
experience. Mr. Atkinson believes that it is reward­
ing for someone to be promoted and receive a new 
title or classification.
"Local firms with more than one professional staff 
person should have classifications, otherwise people 
devote time and energy trying to determine where 
they are ranked,” says Jerry W. Jackson. Mr. Jackson, 
who practices in Bluefield, West Virginia, says that 
without classification, staff accountants might er­
roneously form conclusions as to how they are 
ranked in partners eyes. "The exact titles are unim­
portant compared to staff's need to know how every­
one is ranked. And they deserve to know," he says.
H. W. Martin, a retired Rome, Georgia practi­
tioner, thinks formal staff classifications have a 
place, even in very small firms. He says that they are 
an essential part of staff development, an important 
aid in the proper assignment of engagements and 
meaningful to employees because they establish a 
sense of position within the firm. "Advancement to 
the next level (with a memo to all staff members) is 
tangible evidence of progress," he says.
Mr. Martin thinks the term "junior accountant" 
has fallen into disrepute with young people and that 
it is best not to use it. He suggests classifications 
such as Staff Assistant I and II for the first 18 months 
and then perhaps Senior I and II for the following 30 
months.
Obviously, these time frames are only approxi­
mate and no one should be advanced on a time basis 
only. Rather, each level has to be earned and a per­
son's qualifications carefully reviewed prior to ad­
vancement. Still, employees can become dis­
couraged when earned advancement is unduly 
postponed and Mr. Martin suggests that personnel 
partners conduct frequent reviews so that no one is 
overlooked.
"Improperly handled, staff classifications can be­
come a millstone around the neck of a firm,” he 
says. But he believes that when done right, they can 
be a fine way of promoting employee morale and 
of providing an incentive for advancement within 
the firm.
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Managing Staff
"Most businesses don’t suffer because they can’t 
solve their problems, they suffer because they can’t 
see their problems.” These words were among the 
introductory comments of Sheldon J. Epstein, a 
practitioner from Shaker Heights, Ohio, in a presen­
tation at an AICPA management of an accounting 
practice conference last year. Mr. Epstein spoke on 
developing a management style that stimulates staff 
to advancement—in effect, transforming account­
ing graduates into partners. He believes that while 
many practitioners think they are different from 
other businesses, in reality, they aren’t. "We are in 
the people business," he says, "our problems are 
people problems."
According to Mr. Epstein, effective staff manage­
ment requires leadership and direction. "There 
must be a chief cheerleader who has a positive atti­
tude,” he says. Obviously, a leader must be self­
motivated if he or she is to motivate others and must 
be someone to whom staff can relate. And often, 
there is not much age difference between this person 
and the staff.
Mr. Epstein believes that the key for firm growth is 
to provide advancement opportunities for staff, and 
that when it comes to retaining staff, providing peo­
ple with a challenge is much more effective than 
salary increases. This type of staff management re­
quires the establishment of formal policies and tar­
get setting.
At Mr. Epstein’s firm, staff members know what is 
expected of them in the way of chargeable time 
requirements and every Friday they become in­
volved in planning for the following week. This 
provides them with a written budget of how many 
hours they have to date and what is required in the 
future. Sometimes, staff accountants are not happy 
doing certain work and Mr. Epstein says that if this 
is the case they are reminded that an assignment is 
only a job, not a career. The firm also overstaffs in 
the belief that motivated professionals will look for 
constructive things to do and that this will benefit 
both the firm and the individual.
Staff must be made to feel at home and should be 
told everything about a firm—its philosophy and 
markets and whether it is formal or informal, etc. 
Continuous communication is a must. Mr. Epstein’s 
firm also develops a career path for each individual 
staff person. Problems can thus be spotted early. The 
firm prefers to hire raw recruits rather than people 
with experience gained elsewhere and also gives 
internships to college seniors so that they gain work 
experience. “After nine months of working with the 
firm there are no surprises when interns finally join 
us," says Mr. Epstein.
Readers wanting more information about the AICPA 
Accounting Testing Program (see August issue) 
might like to note the new telephone number in the 
address below.
AICPA Testing Project Office
The Psychological Corporation
7500 Old Oak Boulevard
Cleveland, Ohio 44130
(216) 234-5300
The partners located the office in the suburbs 
because they could not get the space they wanted 
downtown. The firm believes that nicely decorated, 
up-to-date, uncrowded facilities are essential if staff 
is to develop as desired. Staff accountants are en­
couraged to become involved in community and 
professional activities and taught to communicate 
with clients from the day they join the firm.
Dealing with clients, particularly, is emphasized. 
Staff are invited to client seminars and the firm 
makes full use of client newsletters and brochures, 
and also publishes a list showing new business ob­
tained and who originated it.
To get the people it wants, the firm recruits on 
campus. Mr. Epstein finds that wining and dining 
professors helps in making the firm known, and 
suggests making use of employee and former em­
ployee referrals. Because CPAs are all taught the 
same things in school (tend to fit the same mold so to 
speak), the firm looks for people who show definite 
supervisory and leadership qualities. Another stip­
ulation is that recruits are growth oriented. Mr. Eps­
tein says that the firm doesn’t want people who will 
be happy doing the same job for 25 years. He looks 
for people who show common sense, don’t get 
flustered and who know how to deal with the world.
Mr. Epstein says the ideal person to recruit is a 
self-starter—someone who will start a new job at 
4 p.m. and who doesn’t mind being given an urgent 
assignment when he is already working on some­
thing else.
Other desirable characteristics are obvious sin­
cerity—clients see your firm through your people— 
and a desire to set goals and achieve. The person 
must like responsibility, be sociable and ambitious.
Staff accountants must never come to the con­
clusion that the firm thinks client work is more 
important than their continuing professional edu­
cation. All training program schedules must be ad­
hered to. Mr. Epstein thinks in-house training 
programs are the best because at his firm, staff peo­
ple have to contribute to the programs. He says that 
firms can use AICPA and state society programs, 
outside and non-CPA professionals, and get ideas 
from other firms. The individual must be a self-
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starter in CPE, too, and want to maintain his profes­
sional status. Mr. Epstein also believes in letting 
people choose their own courses and finds that they 
volunteer for courses relating to the firm’s 
specialties.
To get and keep the people it wants, a firm must 
pay the going rate in its particular market area. But 
as a motivator, increasing a persons salary usually 
only has a short-term effect. To obtain longer-lasting 
results, Mr. Epstein’s firm believes in fringe benefits, 
bonuses and other payments to reward perform­
ance.
Mr. Epstein says that it is essential to let profes­
sionals act like professionals and have pride in 
themselves. To do this, his firm utilizes paraprofes­
sionals to free professional staff time and also re­
duced partner chargeable time so that the staff 
could see that becoming a partner is a goal worth 
achieving.
The firm utilizes both upward and downward 
evaluations—relying on the upward ones to see if 
managers are motivated. Even the evaluations 
(which are written in longhand) are evaluated to see 
if the evaluator takes the time to fill in spaces or just 
marks the appropriate boxes. What the firm is look­
ing for are signs of initiative and leadership ability.
Rapport with personnel is essential in a local 
firm. As Mr. Epstein says, "You can't keep your new 
business if you can’t keep your people." He also 
thinks that it helps if the staff wants to emulate the 
partners to a certain extent, and suggests that part­
ners should put themselves in the staff’s place and 
try to reflect mutual respect and goals. The firm 
should offer the staff technical exposure, industry 
expertise, and personal and professional oppor­
tunities. If it doesn't, staff will seek experience and 
opportunities elsewhere.
Motivating staff is very important. Mr. Epstein 
suggests giving people business cards their first day 
in the office and telling them to sell themselves. He 
says, “Provide a work environment suitable for pro­
fessionals and reward success." As well as rewarding 
success, Mr. Epstein says that a firm must be pre­
pared for planned turnover—to let nonperformers 
go in order to make room for performers. He says 
that to turn accounting graduates into partners, 
management must recognize the problems, meet 
the challenges, accentuate the positive and know 
where it is going. Only by cultivating its staff today 
can a firm meet the goals it has set for itself.
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